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1. INTRODUCTION

: and management of the foreign intelligence community, including an examina -
Z'i
i tion of:
. ot
~~ the basic structure of the Community,
- == key problems of organization and Mmanagement,
-~ definition of requirements,
==~ systems design and selection,
-- resource aliocation,
-= guidance mechanisms, :
== consumer-producer relationships, and
-- relevant recommendations of the Rockefeller and Murphy
Commissions, ' ‘
; Based upon the results of these reviews, the study should':
v == evaluate the need for changes in the current organization
4 of foreign intelligence community, :
: ' T  Present options for g possible reorganization of the foreign
‘ intelligence community,. and '
J == submit the recommendations of each addressce on the options

Presented,
The study group determined that its charge did not include counter-
, intelligence because this area includes Components outside the foreign

intelligence community, primarily the FDBI,
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IL. PAST AND FUTURE TRENDS

The fore1gn 1nte111gence commumty serves a wide varlety of consumers.
These 1nc1ude the members of the NSC -- the Pres1dent Vice Pre51dent and

Secretar1es of State and Defense -~ the Secretary of Treasury, and, to a

_lesser extent, the Secretaries of Commerce and Agrlculture and the economic

policy community, These consumers use intelligence to guide policy decisions
in the military, diplomatic, political, and economic areas. They are'prima.ry

consumers of what is termed national 1ntelllgence, 1nte111gence that is used

in formulatlon of national policies., In addition, the foreign intelligence

community provides military, political and economic intelligence to various
consumers,
These consumers of intelligence are served by a wide varieity of organi-

zations. Analysts and producers of intelligence include the CIA's Dirvec-

_ torate of Intelligence and parts of its Directorate of Science and‘Technology;

the Defense Inte].ligcnce Agency, the State Department's Bureau of Intelligence

and Research (INR), and various elements in the armed services, Collectors

- of intelligenec include the CIA's Directorate of Operations and Foreign

.

Broadcast Information Service,. t}.w Nthional.Security Agency (NSA) and
military éervice Cryptologica_l Agencies, the National Recornrais sance
Office (NRO), members of the Foreign Service Officer corps and Treasury,
Agriculture, Commerceo and Defense attaches, and elements of the armed

services intelllig'en'ce staffs, , ' 25X1
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The _Director- of Central Intelligence is cuvr'rent'l'y chafged’ by fhe
- President with leadership of the Intelligeﬁce ,Community. As detailed'
in l?re.sident Nixon's November 5, 19.71,_ Memora.ndum, :h:i‘s four major
Iresponsibilities are: |

-- Planning and reviewing all intelligence activities and the
allocation of all intelligence resources,

-- Producing national intelligence required by the President
 and other national consumers.

-- Chairing and staffing a.ll Intelligence Commumty advisory
boards or committees,

-- Reconciling intelligence requirements and priorities within
budgetary constraints. :

Thesé responsibilitics are exercised by the DCI‘th_rough:

-- Submission each year, through OMB, of a consolid:ated intcllige;nce
Budget, including téctical intelligence,

-- Chairmanship of the Inteliigence Resources Advisory Council,
which aéviscs the DCI on the budget.

-~ Chairmanship of the United States Intelligence Board, which |
a.dvi‘ses the DCI on national production, collection requirements,
and protection of sources and 1'1'10thocis.

--  Membership on the National Security Council Intelligence Comm.ittee

which is responsible for consumer guidance on substantive

intclligence needs,

v 25X1

]

Approved For Release 2004/05/05 : GIA-RDP80R01720R000400010008-5




B B B N A U A E S RS ST PSR MO

e s e e,

| Approved For Release 20045683 .SaﬁIRE_’I:‘SORowzoRooMoom 0008-5

-- Chairmanship of the two-man Executive Committee (ExCom)
(also including the Assistant Secretary of Défense’/].ntelligence)
which sets budgeté.ry and operating poliéy fo'r the National

‘Reconnaissance Progrém (NRP).i i

The DCI exercises both I'ESOU.]..‘.CG and line control over the CIA. Final
resoufce and line control over the Consolidated Cryi)tological Prbgram
(the CCP, coxisisting of NSA and the Serviée Cryptological Agencies) and
the Natioﬁal Reconnaissance Office reside in the Defense Department, along
with control over the General Defensé Intelligence Program (the Defense
Intelligence Agencies, attaches and some technical and human colle;:tion
programs) and service tactical intelligence assets.

The chart on the next page displays these various relationships within

the Intelligence Comﬁmni’cy.

Resources and personnel available to the Intelligence Community

reached a peak during the Vietnam War and have declined in real terms

since then, An agency and functional picture of the 1976 intelligence

budget request is shown on the facing page. CIA has about

of the total national resources with the bulk of its efforts concentrated
in human intelligence collection, production, and various support
functions. Defense controls almost all other intelligence resources with

signals intelligence, photo intelligence and intél/ligén,ce-related resources

L
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that diverse requi_rmneﬂf:sl and capabilitie s will place greater demands on

leadership.

II1., . PROBLEMS IN INTELLIGENCE

| . The Intéllligence Community has made 'many and varied vital .c.ontributions
to the national seéurity of the United States, Throughout its 28-year history.
constant efforts have been.made to improve the performance of the
Commﬁni’cy. Inevitably in any study of this type of the organization and
management of the Community, 'hov‘/ever, the focus must be on problems in
intelligence. The stértiné point for any suggestions for reform must be on
thoseA a.rcas where futher irﬁprévement is needed.

Many of the problems in intelligence are related; no mere listing of

the problems that does not identify their inter-relationships would catch the
Ac'ornp].exity of‘thc forces at work. In order to provide a structure for under-
;Standmg of these problems, however, they can be viewed in the context
of three major objectives for management and organization of the Intelligence
Community that appear to encompass all major problems identified by
this study group:

~~. create proper safeguards against future abuses and restore
public confidence; :

-- provide customers with quality intelligence on a timely basis; and

-- ensure that intelligence activitics are well-dirccted,

25X1
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A, 'Prope'r Safeguards Against Future Abuses

The current public focus on thé Intelligenée Community Began with
a concern over alleged abuses: surveillance of, and compilation of l_arg;e
amounts of inforrﬁation on,Ameriéans, electronic intercepts, mail opeﬁings
assassination plots. The Commission on CIA Activities within £he United
Sf;ates»l(’che Rockéfeller Commis sion) and the vConﬁmission on the Organization

of the Government for Conduct of Foreign Policy (the Murphy Commiission),

recent Congressional reports,and our own inquiries all discovered that

i

safeguards against abuses, including guidelines, have been inadequaté. Certain

intelligence activities ccncluéted in the pést are now considered inappropriate,
and perhaps illegal., In some cases top government policymakers werc aware
of and had approved conduct of such activities; but, in other cases, top’
policymakers, both within and without the Intelligence Communitywere not
aware that such activities. were being conducted. In some cases, although top
policymakers were aware of the activities, no sustained deliberative process
among vitally interested parties occurred before approvals were granted,

The Rockefeller and Murphy Commissions thus made a number of recommen-
dations aimed at (1) insuring that top policymakers were aware of possibly °
questionable activities, and (2) promoting deliberative consideration of such
activitics, their benefits,and their detriments, Inadequate safeguards were
found within the Intelligence Community, the Executive Office of the President,

and Congress,

t
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Intelligencé Community

Within the Intelligence Community, there has been no focal point for
Co_mmunity oversight. Although many Community-wide dir"ectives have
existed folr assigr;ment of responsibilities #11'd'othcr management pu’riaoses,
directives on proper conduct have been rare. The IjCI, t\he leader of the

Community, has no clear authority to inspect, except within the CIA,

Particular problems of oversight within the CIA were identified by the

‘Rockefeller Commission: the limited roles of the Inspector General and

General Counsel, absence of written regulations, over-compartmentation of
some activities.,

Executive Office

Within the Executive Office, no mechanism has been established to
review the legality and propriety of intelligence activitics.i In the past,
to the extent anyone was held responsible for proprie.:ty, the head.of each
operating component carried out these tasks., No onc was hf-:l.d explicitly
responsible in the Executive Office, primarily because this responsibility
Wa,s never considered particularly deserving of high-level attention, the
propriety of activities having been given scant attention.
Congress

| Within the Congress, oversight of the CIA and othcr components of the

Intelligence Community was conducted until quite recently by a very

small senior group of Scnators and Congressmen and a handful of their staff

t
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on the House and Senate Armed Services and Appropriations Committees.,

‘This small group of Congressional overseers approved intelligenée‘budgets;

and the rest of Congress acquicsced in their recommendations.
;I'he.recurring theme in oversig_ht and ga-feguards against abuse at

all three levels is. one of lack of attention. Because attention was not focused

on th:fxs responsibility, certain activities were conducted‘without the top

level af;tention they merited,

i

B. Quality Intel.ligence on a Timely Basis

The success of intelligence rests primarily on its ability to
satis{y the requirements of its consumers. Thus, it is essential that
relationships between producers and consumers be nurtured by both sides.
Howcver, it is the responsibility of the leadership of the Intelligence
Comrnunity to structure and gu.ide the Community so that it produces the
iﬁtelligencc product ulvtimately desired. The issue of quali’;y intelligence
on a timely basis then extends deeply into the management of the whole
intelligence effort -- the process by which resources are allocated to
collectors, processers and producers; the way the production community
is organized and sta_ffc::d; the quality of the collection organizations; the
nature of the resecarch and development efforts which will anticipate future
problems, and provide for their solution; and cven programs which provide
heccssary support for intelligence activities., Thus, the question of the

quality of intelligence ultimately involves almost every arca of the Community.

t
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Subsequent discussions in this paper of management problems are

‘grounded on the a;ssunuption that improvements in the overall management

process will enhance the product.

‘ Givc.;.n the bé‘oéd range of needs felt b;y‘ 'consumells a.ﬁd the ya.riety_ of
producers and collectors who serve these needs, it is und‘crstandable that
many different arrangements have been established to meet consumer
requirements, (These arrangements are detailed in Tab C.) There is
general agreement that intelligence in recent years has made major gains
in the quality, relevance,and timeliness of its co-ntributions to policy
officials -- particularly in the area of ad hoc support. Nevertheless,
certain problem areas remain:that impact adversecly on the quality and
timeliness of the inte].).jg011.ce product and on the efficiéncy of the intelligence
process:

Consumer relations with the Intelligence Community., There is
inadequate guidance and feedback by senior policy officials, In addition,
certain sensitive documents are not made available to intelligence officials,

When intelligence personnel arce actively involved in policy and
negoliating sessions, their appreciation of the priority issucs are vastly
improved, The active participation of CIA, DIA, and INR in the SALT
and MBFR negotiations, for example, is considered an ideal model for

intelligence working relations with policy elements,
25X1
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"National Intelligence. Estimates (NIE's) and.economic intelli;_génc;.e 'réportsv
fxave had a mixed reception. Those NiE's and other estimative p.a];ﬁersf dealing
with military im.:el‘]igence questions can be improved but are gen.er;a-liy !
regaraed as useful. Reporting capabilities involving political and economic
intelligence require impr'0ven1ént. The NSC Staff gencrally regards NIE's
as a useful input to their deliberations. State and Treasury rely heavily. on
their own analytic resources for estimative reporis; however, they fcel that
more use could be made of national estimates if policy officials provided
more guidance on policy issues requiring intelligence support.

.The NSC Intelligence Committee‘(.NSCIC) has not functioned éffectivcly
in carrying out the purposcs for which it was organized. The NSCIC has
met only twice and has accomplished little. Its rclatively new Economic
Intelligence Sl}lb(‘.‘O]’J’ll’l’liﬁ;ee thus far has not moved beyond the organizational
's‘tagc. The NSCIC wolrking group, which has met regularly, has been
devétcd primarily to educating the consumer representatives about the
Intelligence Conlmunity,‘ though some guidance has been provided on require-
ments, and a consumer survey is being initiated on current intelligence.

Consumers are inadequately informed as to the resource implications
of their requirements. Although they need not be intimately involved or
knowledgeable concerning the details of the intelligence resource allocation
process, they should be informed when the direct cost magnitude of their

intelligence requirements has significant cost or trade-off implications,

‘ - 25X1
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Crisis management, The policy-level consumer relafionship -be‘comes
especiall.y crucial during crises. The White House, Stéte, befense, and the
DCI all have J.najo.r roles to play in devising improved procedures to cle{relop
better intrét-—agencjr, inter-agency, and Whife'I-]Eouse ties. It is ,essex-'xtial
that intel.ligence énalysis in critical circumstances progecd from an under-
standing of operational policy decisions sé that the likelsr reactions of the
other side can be assessed. _ .

In times of crisis, each Agency organizes itself in task-force style to
maximize support for its chief who participates in crisis management
decisionmaking through the Washington Special Action Group, a subordinate
elements of the National Security Council, Specia‘l communications arrange-
ments to expedite data flows arc used; intelligence collecti on and processing
priorities are set and used; and intelligence analysts produ‘ce spot reports
and periodic situation reports for their bosses. The individual arrangements
generally work fairly well, but there is little overall coordination of the

agency activities, and they often result in an overloading of unevaluated

~information at the top. Timeliness of intelligence reporting has taken

precedence over inter-agency coordination and development of agreed

judgments, The future challenge is to insure timeliness of intelligence support

and to provide for inter-agency analytical cross-talk so that the quality of

crisis intelligence is improved,

A
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National'intclligence support to field commanders. Natmnal mtclllgcnce

systems prov1de 1nformat10n to military commanders at the level of dctall
needed for plarmmv and conducting m111tary operations, but their ability as

wartime assels remains to be tested, Military' intelligence is considered by

the combat commander as an essential element of his force. National intelli-

gence assets offer great promise, but if they cannot rmeet requirements for
timeliness, accuracy, availability, dependability, and survivability in a

combat 'environrnent, they cannot be considered viable wartime assets.

Combat commanders are understandably reluctant to become overly dependent

on national intelligence systems,

A .substantial eifort is currently under way to J'nto.g-rate technical
collection resources and provide pr ocouuod information dir ectly to military
commanders at the theater level and below. A recent Study'of national
intelligence support to field commanders suggests that national and tactical
asscts arc each czapable of offsetting significant deficiencies in the other
during contingency operations, However, the study's conclusions remain to
be confirmed by field tests, Furthermore, the study raises but does not
resolve two basic questions:

- First, how can the organizational problem of national intelligence

support to ficld commanders be resolved without affcctihg the

Primary responsibilities of the Secretary of Defense and Joint

Chiefs of Staff for force structure planning and military operations.

L
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-- Second, 110'\7&'/ much additional ”in.vest'ment would be required for
redesign of national systems, e.g,, in sys-fem survivability and
tactical eommunications and dissemination links and subsystefns,
to insure that they can operate effectively in both henign and hostile
environments, . _ i

Secrecy and compartmentation, Access to intelligence information at

both the policy anld o'perrational levels requireé clearances. Clearances are

.
necessary to protect sources and methods of intelligence and other sensitive
informaf;ion from unauthorized disclosure. The DCI has a. statutory 1'esponsi;
bility to protect sources aﬁd m.cthods.. A classification system established by
an Execcutive Order, backstopped by unusual en1ploy1nen-t termination authorities
granted the DCI over the CIA and the Defense Department over NSA employecs,
and a series of less than airtight criminal statutes are all used to protect
intelligence. For many yéars, the Intelligence Community has felt that thesc '
procedurcs and sanctions are not fully effective to accomplish their task and
to allow the DCI to fulfill his statutory responsibility, The DCI is
particularly limited because bis line authority extends over only the CIA,
He has had te rely on the cooperation of‘other organizations in the Community.

In part because of the inadequacy of classification and statutory sanctions,

a number of control systeme for particular types of intelligence information
have been developed., Growth of control systems over the years has tended
to be uncontrolled and has created perochial baronies with a vested intercst

25X1
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in thc permanence of their domains, Procedures to remove classified

information from control systems are usually elaborate and time consuming.

A major system 1iability is the difficulty of insuring that the Iright consumers

have access to the kinds of intelligence products their jobhs require, For

example, the imagery product from satellite rcconnaissance is of special

K".' importance to large numbers of consumers, particularly military planners

and commanders in Washington and in the field, Much has been done to
sanitize and decontrol product to 1nake it more widely available., More remains
to be done.

Not only do separate ‘COIltl:Ol systems hamper the dissemination of
intelligence information; they also inhihit uéeful intelligence analysis and
production, Compartimentation procedures artificially divide the intelligence
data base and make it difficult -~ in some cagcs ilnpossib]e -- to store and
integrate inforrmation collected at great costs,

Summeary. Identification of the problems now facing the Intelligence
Community in supplying quality intelligence on a tizhely bhasis demonstrates
thc pressing necd for more c¢ffective managerial procedures or structural
changes. The problems of hoth policy and ficld-level consumers can be
resolved only through closce coordination both in terms of dissemination
procedures and technological developments, Whether current organizational
arrangements or new arrangements arc needed will be the focus of the

discussion in Part IV and Part V of the paper.

3
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C. Well-Directed and Moni.to?ed intelligénce Activitiés

The National Security Act of 1?47 gave to CIA the‘ responsibility
to advise and make recommendations i:o the NSC and to correlate and evaluate
inte].ligenée relating to the national securi.tjr.' ‘Existiin'g Presidential "directives _
state that the DCI "shall assume leadership of the Community in planning,
reviéwing, coordinating, and evaluating all intclligeﬁce programs and activities,
and in the production of national intelligencc;. "' Today, the DCI has resource
decision_ and line control authority over one part of the Intelligence Community --
the CIA. His responsibility over other parts of the Community is exercised

through a variety of committees and ad hoc arrangements,

25X1 Almost| [per cent of the intelligence effort is related to the size and

. status of military forces and related scientific and technical inte ligence,
25X1 and more than Dper cent of the national intelligence as sets are in the Defensc
Department, The DCI must coordinate all national intelligence rcsources to
assure that military, economic,and political concerns reccive appropriate
“emphasis. The increasing capability of national collection assets to some
ficld commanders calls for increa;;ing]y closer cooperation between the DCI
and Defensec.

Peacetime/wartime transition. In peacetime, centrally-managed
tcéhnical collection systems such as the National Reconnais sance Prograrn
and the Consolidated Cryptological Program are conirolled by a variety of

mechanisms in which the DCI's voice ranges from dominant to marginal, X

L}
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In wa.‘.rtim.e, it is geherally und'e.r stoo& the Defense's interest éhouid be
paramounf.
. . _ . \

For transition to wartime, the Joint Chiefs of Staff and the DCI have
concluded formal L;nderstandings governing m'ilitary/.CIA command relation-
ships at the theater level in war and contingency situations, There is,
however, no peace/war transition agreement at the national level. Closel‘y
related is the q\..lestion of whether existing arrangements provide for an
effective transition to crisis and hot war conditions., A key consideration
in these issues is the emergence of new national intelligence collection
systefns and the extent to which they may be able to support the national
purposes for which they were designed and the neceds of military commanders.
Formal agreements concerning the role of the DCI and ClA in support of
DoD in time of war could go a long way to enhance co].]abor.ation between
the two organizations in time of peace,

Control over Community resources. The DCI has direct resource control
over the CIA, has less direct control over the National Reconnaissance Program.
has indirect influence through the requirements process OV(.:I‘ DIA and the
Consolidated Cryptological Program. The DCI excrcises little control over

25X1

the individual intelligence programs of the three armed services., His

25X1

leadership is exerted as a coordinator not as a line manager,

Budget devclolgxnont and exccution occurs primarily within the departments,
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Rer_;om'lai‘ssance Pr'og‘ram is not har;dled solely within one de?artmeht
but rather by an E‘xecﬁtive Committee (ExCom) made up of the DCI and the
Assistant Secrctabry of Defense for Intelligence,
Althbugh budget ex‘ec'ution is.pr_i.marily'hlandled within the depe;.rtrnents,
the DCI has a number of inter-agency review 1'nechanisrns‘:
== The United Statcs Intelligéncé Board (USIB). The USIB was
established to advise the DCI on a variety of intelligence suﬁjects.
The USID identifies information needs and establishes requirements.
They inflﬁénce resource levels when the information requirement
can be readily translated into resource requirements.,
-- Intelligenc.e Resources Advisory Coml_’nittee (IRAC). The IRAC
was established to advise the DCI on the prcj-,mra(.ion of the intelligencz
budget and the allocation of resources among prégranms. It has
as members the DCI and lsc—znior representatives from the Depart-
ment (;f State, the Dcpartn'mnt of Defense, the Central Intellipgence
Agency, and OMB., IRAC is not a decision forum. |
-~ The C.mnn‘n.mity's Program. The DCI submits cach year a sct of
program recommendations to the I’;'(:si('l,ent for his consideration ‘
in preparing ne.'xt year's budget. In this docu.m'cnt the DCI discusses
inﬁ)Oﬁ:aIlL‘ aspects of the U.S. Foreign Inf:volligence Program, presents
his p.ositti.on on budget issues and displays a recommended level of

Community resources for the coming year. Because it is

L}
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superimposed on the normal budgetary process, there have

et 6 W s i L el K

been problems of timing associated with this submission -- it

must be formulated after the preliminary budgets are formed

‘and the issues defined and debated, but before the Presidén’c’s

budget is assembled,.

-~ Fiscal Guidance., OMB provides guidance to the Intelligence

Community twice each yecar in the form of a letter from the Director

to the DCI, OMDB also reviews all dei)artznent budget submissions

for presentation of issues to the President,

"There is no single central controller of intelligence resources,

Trade-offs between competing collection functional areas and among collection,

processing, and production necds are sometimes missed because of the diverse

budget review process.

¥

The nature of intelligence makes it most difficult to relate resource

inputs to product outputs. While there i

and product output that can be documented, this relationship cannot be traced

to processing and collection activitics except in isolated circumstances,

Further, decisions tend to be made in terms of particular sensor collection

requirernents to the exclusion of consideration on an across-the-board basis

among available resource options,

5. some tic Detween production resources

25X1
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Covert actions, A distinctiv_e p'roblem of in_telligencc;‘,clirection_i_nvolves
conduct of co;rert operations, Such operations, i.nvclucli_ng. both'poiitical/
psychélégicallprojects :;.nd paramilitary warfare, have been_cér"r-icé-.bﬁ{: by
the CIA almost siﬁce its inception. Proposals for moving covert operations
out of the CIA have been made many times, .but have always been rejected.

A recent recurring theme in Congressional discussions has been the desirability
of moving covert operations outside the CIA, It has been ar'gue.d that separation
of covert operations could possibly c;:nhance“NSC-level policymaker control,
prevent biasing of CLA ana.lytical judgments because of the Agency's involve-
ment in such activities, and promote pﬁblic confidence.

Review, coordination, and approval of covert operations is the
responsibility of a subm ouﬁ of the NSC, thc, 40 Cornmittee. The Murphy
Commission and Congressional observers have criticized ?his cominittee
f'or inadequate deliberation and staff support and for failure to represent a
broad enough diversity of interested po]u ymakers, At times in the
past 40 Committee meetings have not been held; decisions were made by
¢01'1'cs:pon<],cxlcc:. Inadequate time for staff consideration has been a
criticisimm within the government as well as without, Although the 40 Committce'.
.charter calls for annual reviews of ongoing programs, this direction has not
always been followed. The Attorney General has served on the 40 Committee
or its prodecessors at times in the past, but he 'served not as the government's

chief legal adviser but as a closc and trusted Presidential aide.
o 25X1
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D. A Need for Change?

Since 1947 major changes have occured in the size and scope of
the .Intelligenc.e éormnunity. 'Cl)ver this period the basic structure of its .top
leadership has remained the same. A wide"asslortlnent of com.n‘xiéteé arrange-
ments .have been developed to better advise the DCI who has coordinating
authority and managers of the Community who have resource and line authority.

In the area of abuse oversight, new arrangements seem required, If
the Executive Branch does not move, Congress will, Although the publicity
of the last year was probably the most _effe’ctive safeguard possible against
impropriecties, the preferred structure for the future is_not continued exposure,
but rather sound ovcrsight within the Community, at the Executive Office
level, and in Congress.

The question of whether the President should propose basic changes
in the organization and management of the Intelligence Community is a
complicated one involving consideration of & number of interreclated factors.
Onc's conclusion about the neced for change depends heavily on the weight
assigned to the various factors.

With respect to the management and control of Intclligence Comimunity
resources, the 1971 Presidential dircctive gave the DCI a staff resource
review responsibility for the entire Intelligence Community but without legal
authority to enforce such a responsibility. Many argue that the resource

management task has grown enormously in importance and difficulty but

.
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that the tools ava_ilablé tQ a central maﬁag'er, the'DCI, are inédequate to
the task.. On the ofher hand, it can be argued that while the task is nof;
perfectly carried out, it does meet certain basic req'u.irements and keeiﬂs
line control over resource problems in thc,a,gencies 1‘equired. to carry out
the progra&ns. i

It is argued that the House and Senate Select C_orn:mi’cfees arc likely
to make.nqaj or iaroposals for reorganization and tilat the President would

be well advised to have set forth his own proposals for change. Execcutive

.Brar-lch proposals could influence the Congress in their deliberations.

Evolving technology is incrcasingiy making available to the Intelligence
Community large and expensive collection systems which may require central
management if they arce to serve effcectively their customers, However,
many [ecl that ewisting arrangements, particularly for 111:11.1agemen't of (71‘$e
CCP and the NRO, do work adequately.

Finally, proponents of major organizational change belicve that new
institutional arrangements at the top of the Coxnmunii.y would cause many
problems which have been inadequately considered by the Inte]_ligence Communits
for many years Lo be rethought in a new context, Many long standing and .
contentious problems might be resolved. On the ofher hand, major organiza-

tional change could be disruptive causing lowering of morale and reduced

efficiency.

25X1
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IV. ACTIONS TO PREVENT ABUSES AND TO RESTORE PUBLIC

CONFIDENCE

Recent events have demonstrated the need for improvement in existing
control procedures over the Intelligehce Comrunity.within the Executive
Branch aﬁd in Congress., Changes in both organizatién and procedures to
provide additional control arcv cxamined below,

1. Guidelines on Propricty and Restrictions, There is a demonstrated

neéd for a strict code of standards for the c‘Ao::nduct of intelligence operations.
These standards should address permissible and not permissible actions by
foreign intelligence organizations., A Iaraft cxecutive order has been
prepared for intelligence agencies (excluding the FBI) which sets restrictive
guidelines for domestic activitics (e.g., mail opening, infiltration of dissident
groups, electronic surveillance, inspecition of tax returns,. collecti.on of infor -
mation on US citizens ‘and testing drugs) and which Hmits activitics which can
be taken to protect intelligence sources and methods,

Approval and dissemination of this executive order is a necessary
first step toward providing the guidelincs within which the Intelligence
Community must operate and against which its performance can be measured,

2. Oversight., Recent revelations have confirmed the nced for the
President and the Congress to have independent advice on the legality and
propriety of infelligence activities. A number of legislative proposals have
already been '_i,ntroduced to enhance the Congreséionai :ovcrsight role.

| o . 25X1
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‘Two distinct possibilitics are:
o Establishment of a government oversight com_mitte'el wi'th-‘
responsibilities to review all intelligencé activities, and
© Reestablishment of the GAO role in'the review of intelligénce.
Curferitly GAO does not review éntelligence activities.,
Against this ba ckdrop, three tiers of poten’cial options exist for the President:

A. Exccutive Branch Oversight -- Within the Intelligence Community?

As pointed out earlier, the DCI currently utilizes an Inspector
General (1G) only to review CIA ac’civit.ies. Fach agency is responsible for
carrying out an inspec¢tion function for all its.activitics, but the special
clearances and sensitive aspaects .of intelligence functions have inhibited deep
scrutiny in ‘chlcl past. Two options can bé considered:

© Strengthen thc, inspection function in each agency; or
o Iistablish a Community -wide 1G under the DCI and the intelligence
agencies regarding access and degree of authority,

Selection of a Comununity IG should reflect the planned future ro].é
of the DCI and be made in the context of a decision 611 the need for a Counscl
to the President as addressed in the following section, While the need for
either a Community IG or oversight at thc_ Presidential level is faivly clear,

a serious question exisis as to the need for both.

25X1
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Executive Branch Oversight - Qutside the Intelligence Community?

A decision in this arca must reflect the following: )
: "y
usefulness to the President of an independent oversight voice,

ability to gather useful information)

public perception of the change -- substantive or cosmetic,

Three-possible options exist:

The Attorney General, who would advise the President through
use of a special staff established within Justice to monitor
intelligence activities; or

A Special Counscl to the President, together with an appropriate
staff, who would be respongible for advising the President on the
lepgality and ]‘_)‘J.'opri(‘:i:y of intellipcnce activities,; or

A government-wide Inspector General who would also rcspénd to
impropricties that have occurred in numerous Federal activitics
beyond the Intelligence Community. The new IG could advise the
President d:i.re,ct]_'y on all such activities. and would demonstirate a

willingness to address other Exccoutive Branch improprictics.

¥xecutive Branch Oversight - By Outside Government Personnel?

Another approach involves the use of a non-government group to

fulfill the oversight role and to advisc the President of their findings., Two

options are identified:

Approved For Release 2004/05/053 €1A:RDP80 ( =
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® adding an oversight responsibility to fhe President's .queign
'Intelligence Adv-isory'Board (PFIAB); or

® establishing a ne.w oversight group. |
The Rockefeller and Murphy Commissions both strongly endorsed the concept
of expanding the PFIAD charter. 'I‘he.key guestion to be resolved here is the
extent to which an a.d_\r'isory group (e‘ven‘with a permanent and expanded staffl),
meeting on an occasional basis, can provide an effective grip on ongoing
intelligence operations., Expanding the PFIAB charter would suggest a more
dive.rsifieci membership. Detevmination of whether to use the PI'1ADR or to.
establish a new group would hinge on consideration of the extent to which the
PEIAB's primary role in the pa‘st ;- encouragement of the Intelligence Communii
to da the best job possible -~ would be diluted by, and perhaps even conflict with,
this new responsibility,

3. Intellipence Policy Coordination, A number of intelligence activities

impact on policics -~ domnestic, diplomatic, and military -- outside the
Connnunify. The NSC has the statutory duly of integrating domestic, foreign,
and military policies. ‘This duty is currently carried out through NSC directive.
and NSC conunittees. Despite these arrangements, coordination of intelligencae

25X1

activitics, in lavge part duec to their highly sensitive nature, remains a

difficult pro

- 25X1
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A ‘reex_afminatio'n of the organiza.tié)nal focus within ﬁhe Executive
Office should address:
o the aﬁility to coordinate the efforts of foreign intelligence,
'!coun‘cerintelligcnce, and délnesti;: iﬁtelligence on specific
projects; and ‘
o  the public and Congressional perception of Exccutive Office
control over all infelligence activities,
Three options are identified:

© Tixpanded Use of NSC Structure, The NSC structure could be

better used to integrate policies involving domestic and foreign
intelligence. NSGC Committees could be augmented to include
Justice, Lreasury, and other departments as the subject deraands.,
Kither a new committec could be established ov the re spoﬁ sibility
assigned to the NSC Intelligence Committee could be expanded.

© ]mc‘]];ffnco Adviser to the President, One person or office could

be assigned responsibility {or integrating thesc interagency policies
alfecting foreign and domestic intelligence activities, A speacial

- - . ' ; -
adviser would have some authority and high public visibility. Ad
hoc committees could work with the intelligence adviser staff
on designated problems; oversight responsibilty ceuld also be
assumed, Conflicts with the NSC could be anticipated, however,

because the special adviser's responsibilities would overlap those 25X1

‘of the NSC,
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[

Improved DCI/Agency Coordination, Forcign and domesﬁc policy
consid'erations involving intelligence efforts could be haﬁ&ied
through existing informal mechanisms diréctly between the DCI
and involved agency heads without White House participation,

This Wou.ld be particularly true .with a strengthened DCI.

NSC Involvement in Covert and Sensitive Operations.

The NSC's 40 Cormnmittee provides nolicw anproval for intellivence
L ik &

activitics with a high risk of detection or political embarrassment. The group

is chaired by the National Security Adviser and includes the DCI, State, Defensec,

and the Joint Chiefs. The Attorney General is formally a member but has not

been an active participant in rccent years,

While formal review procedures have been established, there is a

general perception by Conpress and independent comrmissi ong that there lLas

beenan inadequate substantive review of proposed actions. Improved review

might be achicved by:

©

redesignating the Altorney Cenerval as a commiltec member

with ad hoc represcutation from other departments as the subject
demands (with attention paid to possible conflict of roles far the
Attorney General if he is designated as the President's intelligence
inspector);

reinstituting formal committec meetings on all significant

covert/sensitive requests; and

25X1
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e adding staff to pr ovide non-departmental. substantive analytic

input on the need, risk and potential benefits of each opédration.

4
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V. Intelligence Community Leadership Options

The Study'g@oup examined a wide variety of options,

ranging from total centralization of all intelligence

. < : ;
resources and programns under‘x}ther the DCI or the Secretary

of Defense, to a virtual repeal of thé‘National Séqurity Act

of 1947. ,HOwevér, only three organizational models and the

éurrent situation, possibly with minor variations, offered
sufficient promise to be analyzed in depth. The key features.

that differentiate these four options‘are (1) identification

and organizational position of the senior foreign intelligence oMt
of the government; (2) Operational responsibilities of that
individual; - (3) fiscal, i.e., budgetary re;ponsibiiities of

that individual; and (4) division of responsibilities among
component parts of the Intelligence Community.

Uni fying themes of all organizational changes wére; (1)
recognition of the need for community-wide standards to
regulate all intelligence activities; (2) need to scrutinize
covert actions before implementation and periodically there-
after to ensure their usefulness, propricty and effecliveness;
(3) nced for more effeclive Presidential Oversight; (4) Need
for the most cost-effective utilization of scarme resources;
(5) need for more effective liaisdn with the Congress in the
exercise of its legitimate legislative oversight function. 1In

essence, all of the four options were tested against the

t

35 .
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cfiteria enumerated above in order to see how well they mél
.the purposes of this‘study, i.e.:
- to create proper safeguards against future abuses.
- to provide users of inﬁelligénce with useful, relevant
intelligence én a timely basis;
- to ensure that intelligencé activities are well—
directed and well—monitoréd with assigned accountability.
Each option, its aSsociéted details and aﬁticipated impacts
—-— both beneficial and detrimental -- will be discussed. A

graphic summary of these four options is shown on page one.

Al

Approved For Release 2004/05/05 é()CIA-RDP80R0‘1 720R000400010008-5



PRPIRT NI

e s

e e £ e o ok e 0 R ¢ b it ke et Glmdai e ki i S - i Y g en e bl i et ok

Approved For Release 2004?09}855%W‘ED]P80R01720Rooo4ooo10008-5

OPTION #1

 /CENTRALIZED NATIONAL INTELLIGENCE PROGRAM

RATIONALE '

This option argues that the only way to solve the
problems inherent in divided responsibility between re-
source managers and operators is to centralize resources
and operational, i.e., line, authority in the hands of

one man who, for discussion purposes, will be called the

- Director General for Intelligence. This man would then

be totally responsible for intelligence collection,
processing, production, and performance evaluation.
SUMMARY DESCRIPTION
This option would centralize the major and most costly

national intelligence activities, the CIAP, the CéP, and
the NIWP, and would create conditions under which an
auvthoritative management cculd make resource trade-offsg
and savings along with a high potential for preduct

improvement.. The GDIP would continue to be an integral

part of the Defense Department. “2Q%E

The option will continue to permit the existence of
analytical and production centers nationally and depart-

mentally and, hence, should permit the desired presentation

of contending points of view in national intelligence

production.

1
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While this.option creates the maximum centralization

 'of ihtelligénééfiﬁitha government of all options presented,

it does not encompass all inteliigence. Thus, Departmental\
intelligence and tactical intolligeﬁée‘reﬁain elsewhere '
because it is deemed impractical to remove ﬁhém Lo a.

central Jlocation.

Leadership of Community

The DGI would be the man in charge of a cabinet~level
Department, with line authority over all national foreign
intelligence activities--the Combined Cryptologic Program
(CCP), the National Reconnaissance Program (NRP), and the
CIA Program {(CIAP).

Pogition in Bxecutive Branch Hierarchy

Undex this option, the DCI would be separated from
Cin and would become a full member of the NSsC.

Relation to the Netional Security Council

50 serve as intelligbnce adviser to the President and

the NSC.

The DCL, under this option, would be fully responsible
for all operational and other aspects of the CIaP, the CCP,

and the NRP,

[}
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Fiscal Responsibilities -

The Department would include the budéets and manning '
tablés of the CCP, NRP, and‘CIAP, which the DGI would
reviéw and approve. He would defend é national inﬁelligence
budget.bafore the Congress, and hé would receive funds
appropriated by Congress for these programs and allocate
those funds to his subordinates.

Résponsibilities Concerning Collection Requirements

The DGI's subordinate collection elements might be

organized substantially as now, or they might be re-

organized into a new integfated collection organization
made up of the NRP, the CCP, and the CIA Opecrations

Directorate.

Regponsibilities for Production of Nqﬁional_lntcliigencc
the DGI's production staff would include the National
Intelligence Officers and a Production Agency with a
responsibility for national current intelligence production,
maintenance of national intelligence data, ans specialized
intelligence research. (The nuclceus for the Production
Agency would be the production elements of what is now CILAL)

Responsibilitics for Covert Action

Covert action and counterintelligence responsibilities
currently assigned to CIA would continue to be associated
with the CIA/DDO eloments whibh would hecome part of the
Collectien Ayency. .> | _

Approved For Release 2004/05/05 : CIA-RDP80RQ1720R00040001.0>008-5
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' Inspector General Eole

Such a role would be necessary to inspect and oversee
his components and the propriety of their actions.

Relations with the Congress

DGI would serve as Intelligence Community spokesman
in dealing with the Congress.

Relation to the USIB and the IRAC

DGI would have authority to settle disputes without
recourse to the present Committee structure; however, some
form of Advisory Committee structure would be required for
day~t9_day coordination of Intelligence Community business,

National/Tactical Interface

The DG would not carry the responsibility (currently 7
carried by the DCI) to review resources assigned to depart-
mental ox "tactical" intelligence entities. The DGT would
be charged with‘insuring maximum interaction betwecen national

and tactical intelligence collection and production.

Potential for Abuse Control and Likely Public Reaction

With a built—-in departmental iﬁspoction function,
checks on propricty and effectivencss would be relatively
easy to carry out within the new Department. To balance
the coordination oﬁ all national intelligence programs under

one man, an effective esternal review mechanism would

prohably be required.

o .40 ' .
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Effects on Intelligence Product

Centralization of control over all'national programsk
under tho effective authority of one 1nd1v1dual could
ultlmaLOWJ lead to improvewents in overall product quallty
as resources are focussed on highest priority problems.

A major difficulty with this option, however, would bhe
ensuring the DGI's reopon51venegu to Défense intelligenée
requirements. This DGI would have control over most
intelligénce resources, but DoD requirements would continue
to constitute the largest share of total requirements.

To establish a new Depdrﬁment for intelligence could
politicize the position of its head in contrast to the
tradition of a non-political DCi whose encunbency can span
administrations. Some would see the close proximity of
the DGI to the President as a pius in DGI's abhility to
get the job done with strong support and under Presidential
control. Others would consider such proximity to be an

ILLEGIB

exanple of cronyism with poltential for abusec.

Effects on Intelligence Management

In the long run, this option is viable and workable.
In the short run, however, among all options preferred,
it is the most disruptive and turbulent. Realignment and

reorganization would carry high costs to efficiency at

A\l
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the outsef. This is a major disadvantage of this option.
Particularly complex would be the problem of assigning
the fulfillment of majdr nilitary réquirements to a
civilianxagency where primary mission- is not nilitarily
directed.

Another problem with this option is that a proposal
to establish a new national intelligence Department could
encountef.major Congressional 6pposition from those
unwilling to conside»r such an extreme centralization of
authority. |

Finally, establishment of a Departnment-level DGCIX
would mean that open hudget procedures would have to be
followed with the Congress. All intclligence  submis-
sions, except the GDIP, would be identified,allocated,
and appropriated thrdugh normal Congressional budgetary
prdcedurAs. Such procedures could well hinder neccessary
covert operalions. Thae flexibility of the Presidentv
to conduct foreign policy might be adverscely affected by
relatively open examination of sensitive intelligence
programs. These difficulties could be eliminated if oa

way could be found to preserve a "black budget."

42
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' ' OPTICN 2 ' '

CENTRALIZED RESOURCE CONTROL

Rationale for this Option:

(1) The concept accepted since 1847 of a Director of

Central intelligence (DCI)} with broad coordination powers

in intelligence, supported by an independent intelligence

production capability, remains sound. At the same time,
the responsibilities of the Department of Defense for
fighting war give it a major stake in the way intelli—
gence assets are developed and managed.

(2) The impact of technology, and increasingly
stringent resource constraints, have emphasized the nead
for effective overall Inteclligence Comnunity managemnent.

AL the same time, attempts by the DCY to balance Community
interecsts have demonstrated that in many aspects 6f his
responsibilities the conflict of interest befween-his roles
as Community ieader and linc maenager of CIA is a fundamental
problent.

(3) If in the 1980s the DCT is Lo be able to provide
strong leadership, he needs greater authority than he now .
possesses. An cffective way to give him such authority,
while protecting Defense's operational interests, is to ?
give him the power of the purse err the major national \ ;
intelligénce programs while eliminating his line authority

over CTA.

4
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Summary Description: The DCI would be separated from CIA

and renamed the Director General for Intelligence (DGI).

He would have no operational responsibilities, he would

continue to be the President's chief intelligence advisor, .

and he would héve basic control over @ national
intelligence budget consisting of the present CIA, the
Consolidated Cryptologic Program, and the'Natioﬁal
Reconnaissance Program.

In Dotail: | o

Leadership of Community. Create a Director General

for Intelligence (DG) and make him a member of the NSC
confirmed by Congress. Charge.the DGI with overall policy
direction for the Intelligence Community, without direct
line management over any of its operational elements.
Create a Direclor, CIA, to be appointed by the President
and coﬁfirmed by the Senate to be responsible for day-to-

day management of CIA and for managemenl of national

intelligence production, drawing on othery agencies as now.
T trassanormt et
DGI would be foreign intelligence advisor to the President,

the NSC, and Congress.

Pogition in Exccutive Braunch Hicrarvchy. Director

General for Intelligence would be a member of the NSC,
instead of advisory to the NSC as now.

Operational Responsibilities. None. The DGI would

have a staff similar to the present DCI Staff, i.e., NIOs

and the ICS, but no operational responsibilities. q\

Operational control of the NRO, the CCP, and the GDIP

Apprc;ved For Release 2004/05/054;[pIA-RDP80R01 720R000400010008-5
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would be retained in Defense, consolidated under a Deputy

Secretary-of_Defense. Operational control over CIA would
be vested in a Director, CIA.

.
. \

Reviews and recommends budgets

Fiscal Responsibilities.
for all elements of the national intelligence program." Funds

for national programs—"the cIAP, the CCP, and the NRP, would

be appropriated to the DGI for reallocation to’program
managers. DGI would submit recomﬁendations on the overall
intelligence budget to the President through oMB. Final
approval of program budgets would be continued, as novw,
at the OMB and Presidential levels. DGEw@éuid defend
‘pefore Congress the Preéident's budget for the
Intelligence Community.

Responsibilitics Concerning Coll action Reguirements.

Develops and issués guidance concerning information
_requircments for national intelligence; reviews the

adequacy with which collection redquirements developed by

all elements of the Community reflcct his guildance; and

nalkes recommendations as +to necessary improvements. DGT

would usec his control over the budgetary procéss to insure
broad adherence to hiS policy guidance.

Responsibilities for Producti on of National Intelligence.

DGI would continue to have broad responsibility for the

production of national intelligence. He would delegate

this production responsibility to pD/CIAa. He would be

45
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-responulble for providing guldance to the Intelllgencc

Community as to neecds and prlorltles, and with the

assistance of D/CIA, for the provision of direct support

to the President, the NSC and Congress.

esponsibilities for Covert Actions. Scrves as a

member of the 40 Committee (or its equivalent) and
participates in review of covert actions through his

broad resource authority.

Inépector Ceneral Role. Using reports from the
Inspectors General of the separate intelligence organizations
whenever possible, but suppoxtcd by his own IG Staff (and
its Jnvoqtlgatlon ) as necessary, DGI would be responsible
for the conduct of such 1nvost1§dLaonu as he considers
appropriate, including those hich will assure all organi-
zations involved in forcign intelligence are complying with
legislative and Executive Order. restrictions on'their
activities, particularly as rcegards the rights of US citizens.
Tha DGI would need a Ceneral Counscl to advise him.

Relations with the Congress. DGI would be the chief

spokesman before Congress for the Intelligence Community,
including defense of the President's -budgel for intelli-
gence activities and the provision of the national
intelligence products to the Congress and its Committees.
DGI would rely on support.from individval program managers
to defend specific programs.

Relation to the UsIn and the IRAC. Under this option,

an NSC ConmLituc for Intelligence, chaired by the DGI and
Approved For Release 2004/05/05 : CIA-RDP80R01720R000400010008-5
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“including policy officers--the Deputy Secretaries of State

and Defense--would be created to aséist the DGI in fﬁlfilling
his'responsibilitiés. This Conmmittee would absorb the
functions.of the NRP ExCom, Intelligence Resources Advisbry
Commiﬁtee (IRAC), National Security,Council Intelligence
Committee (NSCIC), and Unitéd,States_Intelligence Board
(UsIB) (except for its production responsibilities). USIB
would be reconstituted as an intelligence production board
with the DGI as Chairman and D/CIA as Deputy Chairman.

National/Tactical Interface. Charge the DGI with

responsibility for bette; suppért of the needs of Defense

in Peace and especially in war through use of centrally
coordinated collection programs, and with planning for the
transfer.of intelligence assels to the Department of Defense

in time of war.

Additional Points:

Fundamental to this option would be the establishment
of a new and better relationship between the DGI and the

Secretary of Defense, based on a recognition of the impact

Some would argue that the failure to deal with this
problem has long frustrated the creation of a truly national
intelligence system. Conflicts in the current structure

might be resolved by new legislation as follows:

4
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The DGI shall bera member of the National
Security Coﬁncil responsible to the Presidént,
except that in the event of major‘hostilities
he shali be responsible to the President
through the Secretary of Defense,'unléss thé
Président directs otherwise. When he is
subordinate to the Secrétary of Defense, he
shail retain the right to render substéntive

assessments independently to the President.

This formulation would help to cause the ihterests of
the Secretary of Defense and DGI to converge where they
are now adversary. The Secretary would be more interested
in seeing that the DGI built a strong intelligence system
in pu.':'a(.:etin'te, while the DG would bhe more concerned that
the system be designed to meet Defense's nceds in peace
or war. The DGI would be de facto a part of the National
Command System, and his relationshiprto the MNational Command
Authority would be clearly established. In the evenlt of
war, the entire system, including the HBGI, would theorect-~
ically move under the Scoretary of Dmfense's aunthority as
a unit with less disruplion of internal command mechanisms

than would take place under present understandings.

48
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Potential for Abusc Confrol and Tikely Tub 1 ¢ Reaction
Increased stature for the DGI and his independence
from operational responsibilities, together with_thc
establishment of a Community inspector General and
General Counsecl, could help insuré'improved oversight'
over intelligence activities. From the point of view
of Congress, the existence of these new institutional

arrangements should facilitate oversight and establish

accountability. It can be argued that increcased centrali-

zation of authority over resource matters in the Intelli-
gence Community will increase the possibility for using
the intelligence system for illegal or other malevolent

purposes. The concern is real, thouph it should be sub-

B

EIVPIRE IR

stantially offsct by the checks and balances established

by dividing operational control and resource control be-

tween a Deputy Secretary of Defense and the DGIL.

A more . fundamental problem, bhowever, is that regard-

less of the administrative arrangements adopted, there

exist relatively few specific standards by which to judge
propricty. Regardless of the option chosen, cousidera-
tion should be given to-cstnblishjng uniform standards for
conduct of intelligence operations. Finally, it is
questionable whether the DGl could cha?go a Community

Inspector General to investigatce programs under the

operational control of others.

]
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Impsct of this opticn on product quality.

This option should provide closer links between

producers and consumers through the DGI's membership on

the NSC and his actlve collaboration with scenior officers

of State and Defense anthQﬁp{OPOSOd NSC Committce.
By giving the DGI basic authority over the
resource allocation process, he should be able to better. focus

collection systems on high priority production requirements

"and to cvaluate the performance of both collectors and

producers in meceting consumer necds. There is the danger
that the needs of military consumers will be adverscly
affected by the DGI control over resource decisibns con-
cerning the CIAP, the CCP, and the NRP. Continuing Defensc
operational control over the CCP and the NRP would however
be ﬁﬂ offsetting factor.

Over thé longer term, development of a resource
review process in which fundamental trade-offs between
overhead reconnaissance, SIGUNT, and human intelligence
programs can be considered, and costs and benefits .can be
evaluated, should have a positive cffect upon overall product
quality. On the other hand, such a review process will
focus on tradeoffs among competing intelligence systems,
rather than tradcoffs between intelligence activities and -
combat capabilities.

This option should clevate the level of attention
given to the issue of support from centrally managed col-

lC@Llon and production asscts to mili
Approved For Release 2004/05/05 : CIA- RDP80R
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should be nofed however that the ability of the DCI 1o
satisfy mllltary requirements is untested. If ﬁilitary
needs are to be met, LhC]C would have to be (a) thONQ
mllltaly influence in the officc of the DGI. On the
other hand, this may be secen by some as rcduc1ng the DCI'

independence of view.

Impact of Option on Management Effectiveness.

This option essentially involves a compromise
.betwcon continued adherence to the status quo and the major
centralization of national intelligence assets contemplated
under Option Onc above. '

The changes proposcd would give-one individual,
the DGI, effective authority to establish a comprchensive
and Integrated resource review ]‘)roccss'for the three major
national intelligence programs, with the benefits which
would accompany est "1b]1<hmcnt of such a process. In
particular, this proposal would make one individual respon-
sible for developing and defending a national intelligence
budget to both the President.and Congress. At the same
time, by leaving operational control over the CCP in
Defense, and by maintaining a divided responsibility
.for management of the NRP, Defense would continue to
exercise significant controel over these programs.

A potential problem with such an arrangement,
most particularly in the casc of the CCﬁ,AiS whether a

L}

program manager could efficicently carry out his
App-roved For Release 2004/05/05 : CIA-RDP80R01720R000400010008-5
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responsibilities while reporting to a Deputy Seérepary of
Defense on:opcrational matters and to a DGT, independent
of the Deputy Secretary, on resource matters.

Proponénts of this option drgue that such procedures
have existed elsewhere in Govefnment and have worked
effectively, that there is no other érrangement which
can give the DGI real influence over these important
nétionél programs while allowing important Defense partici-
pation, that these arrangeﬁents would tend to surface
important issues for discussion and resolution.and that
the change in wartime arrangements envisioned aléne

would enable cach partner to participate in. fruitful

dialoguc about a wide range of management and substantive

problems,

-Critics of this option argue that the nceds of all
prescent consumers arc fuily met by a system in which
operdtional ﬁnd resource control over the CCP is located
within Defense, that dividing operational snd resource
control over the CCP between two differcnt officials would
create a difficult management l>rui)]ou1 for the concerned
program managcey, that such a S}’Slxnn-\VOlllc] not guarantece
the provision of adequate resources to collection efforts
of primary inte st to military customers, and that such an
arrangement would create formidable problews in insuring
that internal DOD planniﬁg on a wide varicty of issucs
wvas adequately related to resource decisions made by an

.

independent DGL.
Approved For Release 2004/05/05 CIA-RDP80R01720R000400010008-5
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' T aer e e gnnropriation
As with Option #1, but to d Jessor deprec, approprie
: - . . F: 0 the
of the budget for the Foreign Intelligence Program to .t
get : gn

ake this procedure more subject to public

disclosurce.

t
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"OPTION #3

DEPARTMENTAL EMPHASTS

RATIONALE, FOR THIS OPTION

1. The concept of an independent DCI with broad

coordination powers in intelligence is vital to the ability

of the Intelligence Community to respond to the needs of

the President and other national level decisionmakers,

2. The responsibilitics of the Department of Defense
in wartime make it necessary that Secchef have a major
voice in the way intelligence assets are developed and

managed,

3. This option addresses a key organizational problom

thot now exists within the Intelligence Community: There

is no indevendoent volice within the Exccutive Branch which

can speanx for the Community or give guidance to the

Community without simultaneously‘reprmsenting one of the

prime functional entities and resource consumers of the

Communi ty,

4. Solution of this problem will also adjust to the

impact of technology and provide for bettoer leadership

of the Community in the decade ahead.

A
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.SUMMARY DESCRIPTION

Under this option, the present DCI étrubture would.be
disestablished, and the position of the Director General
for Intelligence (DGI) would be established. The DGCI wodld.
bé physically and organizationally separated from maha@e-
ment of CIA. He would be a member of the NSC and would
have the primary responsibility of providing substantive
intelligence support for the President and the NsC. The

CIA would be rechartered under a Director (D/CIA) appointed

by the President, confirmed by the Senate, and reporting

directly to the NSC. Most present CIA SIGINT functions C\'e
would be consolidated in the CCP. As envisioned in this
option, the newly created DGT would put together the national

intelligence picture and provide independent assessments

" regarding national dntelligence on both substantive and

resource matters. The DGI would be the senior intelligence
officer reporting to the President with responsibility for -
productidn of national intelligence. Through his chair-
manship of the TRAC and IExCom, the DGI wonld have a role

in Community resource decisions concerning major national
inteiliqence systoems.

Leadership of Community

Create a Director General for Intelligence (DGIY) and

charge him with overall policy direction for the Intelligence

]
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Community, without direct line management over any of its

operational elements.

Position in Executive Branch Hierarchy -
DGI would be a member of the NSC, instead of advisory
to the NSC.

Relation to the National Security Council

Full menber of the NSC and membex of the NSC Intelli-
gence Committee and 40 Comnmittee. The CIA would be
rechartered under a Director (D/CIR) apppinted by the
President, confirmed by Congress, and reporting directly
to the NSC.

Operational Responsibilities

T S

The DGI wbuld have a staff similar to the present DCI
Staff, i.e., NIOs and the IC Staff, bul no operational
responsibjlities. Coﬁtrol of the NRP, the CCP, and GDIP
would be continued in.the Secretary of Defensae. ExCom
arrangements for the NRP would remain essentially
unchanged. NSA would remain under boD, with SIGINT
activities now COnductod_by CIA, excaepl those in direct
support of agent operations, included in the CCp.

Fiscal Responsibilities

Develcopnent of program budgets would remain as a

Departmental or Agency responsibility. DGI would continue

4
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to provide for the President an independent review of the

entire intelligence budget. Funds for the CIAP, the cce, .
and the NRP would be appropriated to operating Departments/

Agencies for reallocation to program managers.

Respongihilities Concexrning Collection Requirements

Develops and ilssues guidance conéerning/informétion
requirements for national intelligence; reviews the adequacy
with which collection requirements developed by all elemnents
of the Community reflect his guidance and makes recommenda-
tions as to necessary improvements. The DGI would be
charged with responsibility‘for better support of the needs
of Defense, in peace and in wayx, through use of contrally
coordinated collection programs undervnirectﬁykpf D/CIA
(HUMINT) and Sechef (CCP/NRP) and planning for transfer
cf intelligence asSets to Dafense in war. D/CIA would
supervise all clandestine HUMINT collection activities,
except those organic to combat units oy in direct support :7

of nilitary activities.

Regponsibilitios for Production of National Intelligence
DGI would have no production organization, but will be

responsible for providing guidance to the Intelligence

Community as to intelligence necds and priorities, for

the provision of divect support to the.President, the NSC,

' 57 : : _
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and Congress,. and for the review and evaluation of the
resulting national intelligence products. DGI would
coordinate and approve the production of NationaliIntelli—
. . lity

for production of political and economic intelligence, and

DoD for military, scientific, and technical intelligence

production. This would not preclude other intelligence
agencies from engaging in similar activities consistent
with their mission requirements.,

Responsibilities for Covert Actions

DGIT would serve as a member of the 40 Committee (or
1ts equivalent) and participate in review cf covert action

nropoeals, but have no role in divecting conduct of covert

actions. Direction would be the responsibility of D/CIA.

_ ARSI,
Inspector General Role

Using reports from the Inspectors General ol the
separatoe intelligence organizations whonever possible,

but supported by his own 16 Staff (and its investigations)

as necessary, would be responsible for the conduct of such

investigations as he considers appropriate, including
those which will assuvre all organizations involved in
foreign intelligence are complying with legislative and

Executive Order restrictions on their activities,

~ . 58 ‘
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particularly as regards the rights of U.S. citizens. DGI
would need CGeneral Counsel to. advise him,

Ralations with the Congress

DGI would be the chief spokesman before Congress for
the Intelligence Community, including defense of the
President's budget for intelligence activities and the

provision of the national intelligence products to the

Congress and its committees. Thus, DGI would interface

with Congressional Oversight Committee (s), although he
would rely on support from cognizant Departments/Agencies
to defend specific programs.

Felation to the USID and the IRAC

DGI would serve as chairman of both the USIE and the
IRAC with these bodics continuing to have their present
responsibilitices.

National/Tactical Tnterflace

The DGI's responsibility for tactical intelligence
would not extend to control over tactical resources;

rather his responsibility would be to work with Defense

to insure nmore effective substantive uvtilization of all
avallable intelligence assets. ' _ : s
’e
A
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EVALUATION ?ﬁ

Potential for Abuse Control and Likelv public Reaction

Under this option, the DGI, with the assigned Inspecﬁdr
General functions, and with a General'counsely would have -
the capability to prevent abuse of national intelligence
capabilities and circumﬁention of charters and other
authorities. The incressed stature of the DGI and his
independence from operational resgponsibilities wili nalke
him the focal point for Presidential, Congressional, and
public oversight reguests ahd reports. A principal
function of the DGI would be to establish standards for
conduct;' Once this ig doné, the DCI can then establish
the procedure and mechaniem to enforce these standards.
However, diffusion of control could-make enforcoemant
difficult.

Decentralization of resource and operational control
will provide for checks and balances to prevent any one
agency/man from exerting such undue influence on the
Conmmunity thalt excesses and abuses could escape scrutiny.

As under the other optiongs, there is a guestion as to
whether an IC under the DGI's control could efifcctively
exanine programs under the statutory control of other

officials.

%
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‘Effects on Intelligence Product

As for product quality, the realignmeht and consolida-
tion of various intelligence'collection activitiés? éuch'
as clandéstine HUMINT, and the centfaiizatipn of authority
-and responsibility for~certain intelligence functions with

—
attendant elimination of unnecessary duplication, should

produce some efficiency of operations and improve responsive-
neés to stated reguirements. .For'example:
- Peacetime warning, collection, exploitation,
and analysis activities essential to the conduct
of war and crisis response would be so organized
and located as to assure their continued avail-
-ability and proper functioning in time of war.
~ The Department of Defense could continue to
manage for the national authorities all DoD
intelligence collection assets, including manned
and unmanned surveillance programs and their
development, funding, management, direction,
exploitation, and reporting activities. The
present NRO control mochdnlsmu would be unchanged.
- CIA would have primary responsibility for
production of political and economic in£e11i~

gence and supervision of all clandestine human

]
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intéiligence collection activities except those
which are organic to combat units or in direct
support of military activities.
—- Assessments of foreign milifafy and related
scientific and technical capabilities would 251
. be the primary responsibility of Department of ' ‘[::::]
Defense intelligence organization, and responsive
to the DGI for sucﬂ intelligence as it impacts
on..national-level decisions.
However, an inherent danger could be the dimunition of

CIA's ability to critique Defense's intelligence assessments 25X1

in such critical fields as strategic threat assessment and

scientific and technological intelligence.™

Finally, the various consolidations and realignﬁents
could benefit COpsﬁmer/producer relations., Dissemination
of coordinated intelligence, improved coordination of
HUMINT/clandestine collectian efforts, and the elimination

cf unnecessary duplication of intelligence efforts should Cre

have a salutary effect and make the most of limited

resource. However, there would undoubtédly be some adverse
impactse due to the necessity to revise existing managcment
relationships, operating procedures, and physical locations

of various elements of the Community's structure.

L . 25X1
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In the area of managément accountability, this option

removes any conflict of interest by separating the DCI

from any. responsibility as a representative of CIA in

resource matters and permits him, as the DGI, to speak for

.the'Community as an independent voice within the Executive

Branch or to give guidance to the Community as necessary.

A criticism of this approach is that, while it ef-

fectively removes the present conflict of interests

between the DCI's roles as Community

leader and as head

of CIA, it leaves him with little real authority to shape

the programs of the Intelligence Community. There is a

question whether his independence from CIA will, in

itself, give him the ability to provide effective Community

leacdership. However, through his chairmanship of the IRAC

and ExCom, the DGI would still have a significant role in

Community resource decisions concerning major national

intelligence systems. This option would continue the

existing Committee arrangements which have been developed

over the years. Although many consider this structure

inefficient, it has been quire successful in certain

areas, particularly in NRP.

1
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OPTION 4

. STATUS QUO

RATIONALE

Much of this paper constitutes a'critiQue of present

:arrangementsf However, it should be noted that the present

system, whereby functions and responsibilities are somewhat
decentralized, offers a built-in system of checks and |
balances, particularly with réspect to analysis and pro-
duction activities, which would be substantially altered
under the arrahgements proposed in other options. Also
it should be pointed out that each of the other options
may creéte problems which do not exist under present
arrangements.

Any organizational change will most likely result in
a ceftain amount of administrative/management disruption.

Also, it will probably result in a temporary loss of

effcctiveness, the degrec depending on the size of the

‘realignment to be cffccted. The status quo, however, has

. the advantage of avoiding this problem, and it evades the

burcaucratic difficulties always associated with legislative
change. Basic changes to Community responsibilities may
well requirc statutory revision which may not be casily
effected. Another consideration in thfs regard is the

lack of assurance that any legislation which is ultimately

passced will be identical to that which is proposed. 25X1
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SUMMARY DESCRIPTION

Early sections of the paper descrlbed the status quo
In sum, the Community consists of a CIA program under DCI
management a National Reconnaissance Program under Defensé
control but with heavy DCI management part1c1pat10n, and a
role in dlrcct operations; the CCP and?ggIP both under
Defense control. Under the November 1971 letter and earlier
Presidential letters, the DCI has been given certain Community-
wide résponsibilities for establishing collection requirecments,

commenting in the national intelligence program budget, and

in other areas.

Minimal Changes Within Present Structure

A telated issue worthy of consideration is to what extent
can the current arrangement be modified to address major
arcas of concern within the Community without the more
fundamentél changes of Options 1, 2 and 3.

Fmphasis on prevention of abuscs might be addressed Db
pr YUSCS A

cstablishing a Community-wide 16, probably under the DCI.

This officer would be responsible for inspecting and eyaluating
the inteclligence programs and activities of the various Depart-
ments. Lstablishment of an IG would provide the DCI with the
capability to investigate and, hopefully, to correct abuses

and potential abusecs within the Community. It should be

4

25X1
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- cause certain confllcts bctween the DCI and .the respéctiven“
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noted, however, that a centrh@ized IG function could well
A
Departments regarding access and degree of authorlty to be

exerted by the IG and it is questionable whether such an

effort could be effectively undertaken

In an effort to strengthen product quality, the DCI

could be assigned Community-wide program evaluation responsi-

bilities. On paper, this proposal has certain merit, but

without_line authority or resource control over the-other ./;]"

intelligence organizations, successful 1mp]omentatlon of
thls modification becomc% quostlonab]c

Another proposal, which could strengthen the DCT's

resource responsibilities, would be to establish an ExCom

— e

for SIGINT activities. SIGINT ExCom arrangements would be
similar as those for the NRP. This arrangement would
strengthen the DCI's role in the SIGINT review process and,
ultimately, the degree of his control over SIGINT resource
management decisions. However, it would add tb the machinery

which runs the SIGINT. Further, it might be construed by the

Defense Department as a move which could impede the responsive-

ness of SIGINT activities to operating field commanders,

A\l
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One factor that has been identified as reducing the

DCI's capability to act as lecader of the Intelligence

- Community is the fcellng tha L he cannot rendel truly

1ndependent Judgmcnts as long as he alqo hcads one of the

1)

maJor competltors for 1ntel}1gpece resources -- the CIA. One.

sub-option that could be 1mp1emented with mlnlmdl managcrlﬁl

upheaval would be to separate the DCI from his rcgpon51b111tlc§

as Director, CIA; give the DCI the oversight functlon for the
Intelligence Community; and make him the Community spokesman
before the Congress. In this sub-option, all other organiza-
tional relationships would remain the same, pending furthef.'

study, except that the CIA would be restructured as an inde-

~pendent agency, reporting to the NSC, "with substantially its

present functions. The DCI would retain the NIO structure,
with responsibility for NIUs, and the IC Staff, with respon-
sibility for 1eadérship and coordination of the Cbmmuniﬁy.
Many complex arrangements ‘would have to be resolved, but
could be done so in the context of a continuing study of the
Tntelligence Community under NG5G auspiccs. Additionally, i
this change could:be undertaken in thc context of allowing
the reconstituted DCI to develop working relations with
the newly appointed Deputy Secretary of Defense for fnte]—
ligence. \

Such a change would put the DCI in an independent posi-
tion vis a vis the Inteclligence Community and climinate the

1

conflict of interest in his present responsibilities.
Approved For Release 2004/05/05 CIA-RDP80R017 0R000400010008-5
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‘ eAl, ' - S
However, thi$ is a question whether, without real authority

over any element of the country or any aspecf of the
resource allocation process, he could effectively exert

a leadership role.

68
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‘The ke}.r decisions required_to_imp“le:ment any one of the optioﬁs
discussed above are:
-- iden‘cify the overall leader of the Intelligence Community --
if one is desired -- and defeine his' Iilace within the hiera:g'chy of
the Executive Branch and the I_ntelligénce Comrﬁunity;
-- - specify the operational responsibilities, if any, of that individual}
- Vspecify the rcsponsibilitigzs of that individual over r.eso.urccs.;
-- define the jurisdictions and organizational inte;‘«relationships
of the major components of the Intelligence Community.

Once these key decisions are made, the DCI, or whatever the leader

factors that bear on the collection and production of foreipgn inte].ligencm
Changes requiring legislation would need to be carefully .de'veloped and .
coordinated within the Executivc Branch, It should be understood that any-
major change discussed in the optim}gabove would require legislation.

TheNSCIDs must be recvaluated for relevance and accuracy; budgetary

procedures must be reviewed, and readjusted if necessary; command relations

-

must be revalidated, ’inlis, painstalking 1fca1>I)i_‘a.'j.s;a.l must be undertaken
promptly, and in good faith by all involved, or the basic national sccurity
intercsts of the country could be imperiled, After all, the purpose of a
foreign intelligence community is to provide the intelligence necessary to
the President and other national decision~makers for their in[orrncd., timely

delibcrati.éns leading to actions that will preserve and, hopefully, enhance
proved For Release 2004/05/05 : CIA-RDP80R01720R000400010008-5

- of this Cemnu.unity is called, must be given time to review in depth the complex

25X1
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COVERT ACTION LOCATION

One last organizational issue cuts across all
four options: the placement of a covert operations capa-

bility. Covert operafions were originally placed within

the CIA to accompany its clandestine collection capabilities. Prb.—-

posals for moving covert operations out of the CIA have
been made many times, buf have always been rejected.'
Transfer to the State Department would endanger the primary
activities of this overt scrvice and be contrary to inter-
national diplomatic practices. Transfer to the Defense
Department would raisc public apprehension over accounta-
bility given the size and scope of the Department's activi-
ties. A number of observers have, however, strongly pro-
moted placing the covert operations capability in én
entirely separate agency direclty under the control of
the NSC. They have argucd:

° Jf the covert opecrations capability were isolated
in a small agency, oversight would be easicr;.

fewer resources and personnel would nced to be

kept under close supervision.

The independent analytic capabilities of the CIA
are biascd because covert operations make it an

action'agency. Covert opcrations crcate a
departmental intcrest in the CIA which is’ comtrary
Approved For Release 2004/05/05 : CIA-RDP80R01720R000400010008-5
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The CIA might be better able to attract analysts
and- scientists if it shed its "dirty-tricks"
‘image which is closely connected to its covert

operations capability.

On the other hand, a number of strong arguments

exist

for retaining the covert operations capability in

the CIA:

o]

L]

Isolation of the capability, rather than improving

possibilities for cffective oversight, would create

greater oversight problems by allowing development

in isolation from conflicting agency demands and

supervision of a group of gung-ho operatives.

During the brief period in'the early 1950's when
clandestine collection and covert actions were in
separate offices, the two offices werc in conflict
for resources and attention, inevitable redundancy
existed, and units worked at cross-purposes. That
expericnce demonstrated the closc connecction in
terms of contacts, methods, goals and support

that is necessary between the two activities,

Mere shifting around within the Government of the
covert operations capability will neither assuage
public fears nor reduce attacks on the CIA. Out-

siders will necver believe that "dirty tricks"
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perceptions mdy be somewhat accﬂurate as the new organization
would inevitably have to work closely with CIA clandestine collection
activities.

o The need for cover, already a difficult" }iaroblerh, woﬁld be further
aggravated by the requirement to increase the number of officials

requiring cover status.

VIi. MANAGEMENT IMPROVEMENTS

Although organizational reférms can help solve many of the problems
of the Intelligence Community, some of the proﬁlen:s are not susceptible to
organizational réfoﬁm.‘ IOnly sustained 1nam._agelnentlatt.eﬁtio-n, whatever the
organization, can solve thesc problems. In a nulni)er of arcas the study group

identified possibilities for management immprovements,

A. Dudgetary and Financial Controls, Financjal and budgetary procedures
provide an effectiv.e discipline in government operations for the President,
the Congress, and the agencies. The absence of these procedures -- or at
Jeast the lack of public perception Of their operation with respect to intelligence -
contributes to the public and Congressional opinion that no system of Checks‘

and balances cxists on the intelligence agencies with the Exccutive Branch or,

for that matter, in the Congress.

) ' o T2
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In the present situation no information on the ih’celligehcé égpnc'ieé '
is contained in the President's budget and no efféct ive control over the
financial execution of intelligence budgets is exercised. There a.rle‘ severa;l
options by which the budget process could. be strengthened, They are:

e Provision of a separate classified budget appendix by.r the

President to the Congress that contained iﬁformation similar

" to that pfovided for all other government activities; it could
probably be prepared at the Secret level and wouid require
appropriate handling within the Congress, _

This option has the advantage of a formal Executive Branch

initiative (within accéptable security bounds) to the Congressional
request for more 3’11£ormatimh Also, cognizant Congressional '
committces could claim credit for the Executive action. The primary
arguments ;against this proposal involve the precedent sciting nature
of a formal l;u.clgczt submission and the inevitable demand for m ore
detailed information by Congress,

@ Implementation of traditional controls by OMD on the apportionment,

1'epr0gra]nnliné‘, transfer, and outlays of intelligence funds,
~similar to that for other agencics.

Initiation of these controls would correct an existing inequity in which
OMB is not involved in the budget execution phase of the intelligence budget

other than CIA reserves. Arguing against this proposal is the preccdent 25X1
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of placing reprogramming controls for Defense funds within OMB,

These prqposals for providing budgétary information to'ﬂle Congress
and enhancing the visibility of Presidential budgetary control may not be
particularly effective in identifﬁng abuses, but they v%rould enha.nlce ];Jublic
and Congressional confidence that the Intelligence Community is subject
to the same set of checks and balances aé all other agencies. They would

? | enhance the credibility andrcffectiv?ness ofysta.ndard Executive Branch and
Congressional controls,

B, Performance Evaluation System. There is nced to continue

improvement of methods to evaluate the benefits of US intelligence activities
as measured against costs, It is particularly important to evaluate the quality

and worth of intelligence products,

The purpose of §uch cvaluation is three-fold:
1. toimprove the intelligence product and its tilne.iy responsivéncss
to essential cor}suniic.f needs;
2. to balancc input costs with output value; and
3, to facilitate the DCl's ability to 1'1"1;.11{0 decisions conccrni.ng resources,

In this respect, the DCI should intensify efforts, including consultations with
consumers, aimed at sharpening the ability to evaluate Community performance,

C. Compartmentation

The plcethora of control systems which have grown up to protect
especially sensitive information bas become cumbersome and wasteful

and has adversely affected the quality of the intelligence productQ Present

1
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arrangements seriously impede the flov;/”c‘)f informafion to intelligence
analysts and to decision makers at eQery level. A National Security Study
Memorandum Wlas issued in Auggst 1975 directing a review of the pl‘es;\ilt
control system. Counsideration should be giveh to broadening this study to
include new approaches which could simplify present arrangements and insure
more prompt and cfficient access fo information within the system by those
officials who have a 'need-to-know', A nced exists for completion of this
study at an ecarly date.

D. Quality Intelligence on a Timely Basis

Relationships betweén policy-level consumers and the Intelligence
Comrnunity have shown some gains in recent years. FIurther improvements
are required, however, to ensure that the guality, velevance, and tirnc]incss
of the intelligence product are more satisfactory to the consumer.,

-~ NSCIC should undertake a more active program to improve
consurner relations with the _I.n.i:g].].igence Community.,  Surveys
should be undertaken to identify the strengths and deficiencies

that consumers find in intelligence support (from the NIE's, for

I example) and to determine what actions the policy consumers and
intelligence producers should take to ensure more useful intelligence

contributions to the decision makers,

25X1
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- NSCIC should specifically address problems identified in this

'r'epor’c including guidance and feedback from decisionmakers

to the Intglligence Community; the need for a better intelligence
appreéiation of those policy and negotiating issues which might
Bencfit from intelligence inputs and the arrangements within

th_e economic policy-making 01'ga115.zétions re'qui.red to pfon*mte
'a more cffective interchange with the Intelligence Community,
NSCIC should also address the special problen'l‘of the need for
better dissemination of sensitive memoranda, feports and

telegraphic traffic to officials with a need to know.

3
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Vil. RELATIONSHIP OF THE INTELLIGENCE COMMUNITY TO CONGRT.SS

' Escalation of Congressional concern with the Intelligence Community
in the past year ci'eates new management problems., Céngresé' interest is
likely to lead to more oversight of the Comﬁiui’xity.

Although it may be inappropriate for the Executibe Iéranch to suggest
preciscly how Congress should conduct its oversight role, the Executive Branch
should coﬁsider the principles which ought to be important to Congress, These
include:

1. A necd for a limited number of Congressmen to act for all, The
risk of disclsoure of any information available to 535 Congressmen and their
staffs is too great to allow such wide dissemination of sensitive secrets,
Although the old system of just a handful of knowlcdgoablé Congressmen is
no longer viable and led to inadequate oversight, the princifle of délegation
of oversight responsibility to less than all Congres srﬁen is essential.

2. Limiting the number of committces so as to limit dissemination
of secret information, Just as intelligence is best viewed within the Executive
Branch from a centralized perspective, Congress will be better able to
understand the Community if it adopts the samec perspective.,

3. The nced for committee rules limiting access to sensitive
intelligence information. A persistent problem in the House has been its
Rule 11 that grants access of all Congressmen to all committee materials.,

If the nead for secrecy, as expressed in the first two principles above,

1
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is to be honored, this Rule needs modification. Up to now, the problem
‘has been finessed; for the future, positive reform scems necessar-y’.
4, The desirability of not statutorily requiring that oversight
committee be "fully and cﬁrréntly informed, v as in the case of the J.oint
Atomic Energy Committee. The fully-and—curfently-inforlﬁcd pr-inciple
can encourage too much day-to-day interference by Congress and ité committee
staff in agency operations, -
5. Encouragement of non-statutory understandings, Statutory
guidance on Executive—Legislative.relzitions is more likely to impede than
aid good and effective relationships. Congress should benefit from
informality,
6., Separation of foreign intclligence from law cnforcement oversight,

Intermingling of these two arcas of concern is often confusing,

!
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